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ABSTRACT

This paper describes a conceptual framework which can order the host of changes

which have occurred in institutional structure as a consequence of recent learner-

centered reform in postsecondary education. Several schemata are examined, and a
functional systematization of structures suggested; however, none of these purports to be

a completely satisfactory model which can explicate the interactions of the complex
institutimnal structures of contemporary postsecondary education.

Early in the decade, The Newman Commission (1971) described:

«+.disturbing trends toward uniformity in our institutions, growing
bureaucracy, overemphasis on academic c-edentials, isolation of
students and faculty from the world - a growing rigidity and
uniformity of structure that makes higher educatioun reflect less and

less the interests ~f soeiety. (viii).

The era »~f mass education, for all its social accomplishments, has thrawn peste
secondary education into a period of dissensus; the postsecondary estabhlishment has
become increasingly concerned abnut alternative delivery systems to provide educational
services for new and highly diverse clienteles. The institutions which have served
postsecondsary education's traditional clientele are finding it necessary to change--
their attcitudes, admission policies, curricular arrangements, evaluation standards, and
even cheir very structure. K. Patricia Cross (1974) traces a fundamental shift in
attitude toward students which has accompanied these changes. Cross suggests that the
traditional emphasis led to selection of those students who seemed most likely to meet
prevailing academic standards. Open admission, with its influx of students ill-prepared
to meet thnse standards, has led to the developmen: of the Remediation Model (11), which
1s designed to alter behavior patterns during the educational experience and to bring
students ultimately into conformity with prevailing academic standards. This mrdel
represents a broadening, but no fundamental change of traditional attitudes; still, it is
the student who must confnrrm. More profound change is suggested by Cross' Pluralistic
Model -- the notion that institutions can and should change in response to student needs,
life patterns, and customary study habits -- and by formulations such as the "lLearning
Soclety” which incorporate openness to proprietary institutions, the world of work, and

proliferation of institutional missiens.

*Research report prepared for 30th National Conference on Higher Education, sponsored by
the American Assocliation for Higher Education, Chicago, March 25, 1975.
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The mujor jurpose ot this paper is to tfind a pattern in all of these changes, that
{4, te Jdevelop oxplanatory Crameworks whish can gererate insights and hypotheses about
srpnlzationsl patterns and otructures now extant, and about those which are likely to
qevelap, e intent Ls not to foree actualitles into u rigid schema, but to test the
Duceptual rrameworks Wwhich develop to explain structural patterns and soclal exigencles.

Jotietgl. expeetation, cn the premise that structures change in respouse to the societal
parposes they serve, Lt seems coleur in these times that substantial change in post-
sovondary educution instituticns is inevituble, The dissensus identified by the Newman
Cummission can be regolved nly through alternative formulaticns of the relation between
postisenondary education in: society. Howard Adelman (1973:4k4-45) suggests a schema which
relates changes in institutional crientution to changes in societal functlon. The follow-
iny tuble jresents a4 syuspois of hls schema:

yre Plase Characteristics
Lo Mission Unlveraity: Ao sanctuary cf Aristocratic social structure
provide: mature Truth: contrasts with bourgeois
sense 1Y values and inculcates character soclety
detuched fntelllgence R, Janctuary of Oligarchical political struc-
Method s ture contracts with egall-
cmihasizes profes- tarian society
) slonalism and status Truth infinite: accumulate
data and theories
Seierntific method and empiri-
"cism as ends in themselves
civ Mireor tniversicy ne  Social Service Hierarchical structure is
reflects current Ntation: democratized
values and ~n- af'¢luent. and supperted Middle classes invade
Znged intelli- by poiitical pewer " university
Zenee Bolsters status quo techno-

R. Tulture-Mart:
bared on conswmer wsup-
port

logical system by satisfy-
ing manpcwer needs
Provides egalitarian soclety
. a common language and sense
of values

anilyate such as Sornis anl slater (1968), Roulding (1968), Cross (197h4), and
Teew {(L57T3) seem ot nypolhesive odevelcuing scelety best cerved by a system of peste-
gece ndary @ducaticn with the qualities of Adelman's "Cuilture Mart." They teud to agree
that, in oan egredate of oducationnd institutions developing from elite tc mass to
nplversal w ooy, tne erectticn o movement Iron received belief to tested method -- from
exteortise o dire s mirrorine of ogrditarian suolety -- oy be the Key to understanding

the satpetures anichoare now developlng

o T osarstry 0 orescurce. bsochalleneingg our ourrent telie? in the ultimate etficacy of
eaperalan; und tesnnol ol expansion Lo ovving cupersoded by aftective, pluralistie, and

Gaeerd s more foanane values, A tier nme timel o1 cietnr oxpectatione regurding the

(DL oLewel ot spe popaine are inereasings o tie expent off requiring fourteen years of
vt Lon ot S Toeilegpeedars,” o Martin Mrew D L07T0) roouses cn this compulscry nature cf

Giveranl niorer et agggettinge tne nees Sor "eonsent units™ te provide a sense of
L i omy bex. dmperscnal miliew. lerhaps one valld attractinn of
eyl resioent i, it witnin larer universicties Can inutituticnal form that predates,

s aqn prerens sen Le ot Deprre re contered relore) Lo that they provide precisely
CL . N : ot et vy e e8yege .. . e N . . o . e . L FT PR '
o T paens LGl T o desprreviites. Crow's cepeesta o "autencncus” and Upepular’
Bt o e emoeor W liee Letweer opan ot o cletyl expectati.noand surlective needs--

J
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undifferertiated mascs publlc, burgenning occupational structure, aid leveliig of cultures
versus piuralism, personal identity and suhjective meaning. Posisescondary education is
the social agency called upon to adapt institutioral structures to a large and increasing
variety of needs of the iudividual andi society.

Auotbher aspect cf the Gulture-Mart” is iis besis in con-umer support, which implies
the develdépment t ward a truly pluralintic educatiounal system tr. which Crcss alludes in
her discussion cf attitudes towards gyudertis (cee absve). In the Pluralistic Model, a
socfal crntex: exists ia which "... equality and individual dirferences can co-exist
compatibly,” in which individuals can "...exit from college with different competencies”
(1974:11). (This model - requiring genuine elternatives in curriculum, measurement of
achievement, and standards of individual ncc-mplishrent - seems a product of Adelman's
"Culture-Mart," with its recognition of legitimate multiple modes.)

Yenneth E. Boulding (1968) perticularizes the gap between thwe "Social Service
Station” and the "Culture-Mart" hy commeating on the probability of massive "...under-
emplryment of intellectual resources..." in the former. He coittinues:

N
We need to look therefore at the blocks to learnirg and particularly for the
pointa at which social organization can improve the leariiing performance.
We must also look at the distinction between useful knowledge and useless
knowledge...(15h4).

Bouldling suggests that the "Social Service Station" has tecen effective in preparing
people t» be middle-class, but that "...a sccial invention %s needed...which wil! give
the culture of the poer a status of its own" (173). Rather tha;: the "melting pot
methphor of the paat, he envisions "...a 'misaic' society, composed of many subcultures,
each of which gives its participants a sense of c:mmunity and idensity which is sn
desperately needed in a mass world." This hypothosized future in Yosanistic as well as
pluralistic; "It must never be f.rg:tten that tha* ultimate thing which auy society is
producing ir pe~ple” (175); i.e., meu, rot manpower: people, not biologically generated
nonélir .ar computers.

Interral srganization: Integrati-n ~f ~ifrerentiated fiuietisns. The environment of
higrér education is an intersecti-n ~f crmpeting interests. .f “he paradigm postulated
above does in ract come ab.ut, adjustmente will need t~ be made wi*hin organizations to
reflect a change tr.m a psttern of inuernal conirol based uvoa cdherewvce to a common
rationale with established decision procciures, to a patter: based upon the balancing and
‘ntegration ~f ecmpeting interests. When Clark Kerr (1963:2%) facetiously characterized
universities as held together by a4 commo: grievarnce over parking, he was alluding to what
DoW Rppedrs w relavively minor conflict of interest, ccempared with current and anticipated
diversity.

Fostsec ndary euraticn is more an aggregate of diverse organizations than a
hierarchic structire whialh lends its=lf to simplistic geuneralizability. The very size
and® complexity ~f postse~ondary education suggest thal a more appropriate formulation
wruld account tor the sysiemin talancing of a wultiplicity of funct! ns, rather than their
reduction tc 4 false unity. Ervic Laszlo's notion of "functional autonomy" (1972:115)
°f varisus elements--both amog institutiors and among their constituent units--sug-
£28ts 4 rears of i{-tegratin: multiple yoals vase: -n fuudamental sccietal exrectatinrns.

As long as a =sufricient rumber of elements acaomplisres the prescribed sverall objectives,
irdividual element: retain a measure or freeirm. The macrc-syartem nust be responsive to
societal evpectatlrns, but relations arong the various elements are piastis. Applied to
Lestsecondary educalion, this notirn izypiles that, as long as fundamental societal goals
of sufficient trained manpower and sut“icient access arr amet, the internal operations of
dpreifis {netitutions are likely to te granced autonomy. Moreover. the difficulty of
gentral rortre} in vust, divearse systeme nay Juarantee a degree of creative inattention

4
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| Growth, modified by pluralistic expertaticn, results in added structural complexity;
~omp ‘exity leads to specialization and differentiation of function an postsecondary educae
tion respends t~ different s-cietal demands. Doulding (1968) dewcr.bes "...structural
growth...in which the aggregate whith ‘grows' consists of a complex structure »f inter-
related parts and i» which the growth process involves change in the relation of parta"

- (65). Given this urderstaniing, problems »f structural growth merge intn problems of
structural change sr development, "...s~ that frequently ‘what grews' is not the overall
size of the structure but the complexity or systematic nature of its parts.” 1In such an
intricate milleu, the broad interest of soclety might best be served by systemic
cocrdination or integration, e.g., state-wide coordinating boards or consortia. However,
if institutional integrity and subjective meanirg are deemed esvential, the pressing reed
to focus upon systemic integrati-n must be balanced by preserving the "functional
autonomy" of varinus elements.

\

Educational constructs of the recent past, which prompted Adelman's "Social Service
Station" description, have been dominated by a meritocratic mode toward which all were
subtly induced to conform. The potential berefit of recognizing the "macrc-system" nntism
lies in providing-g means whereby these subtle pressures t-ward c nformity may %e enunter-
acted. For instance, an obstacle to the development of differentiated structures is the
teadency for sacietal agencies t» evaluate them by means of what Boulding (1968) calls
"simplistic comstructs” which ",..exhibit clesure in that any develnpment mutside the
narrow circle »f the self-conmtained system is inhibited" (78). Siice, as any structure
grows, the relations of its parts cannot remain eonstant, dependence upon such comnstruets
vecessarily rroduces {1) increasingly less accurate interpretati-ns of societal expeeta-
ticn and (2) increasingly rerverted evaluations of <8tituticnal functioning. This
tendency is clearly reflected by the pressures t~ which any experimental unit is subjeeted
by its parent institution (c.f., the Cilleges of S.J.N.Y. at Buffals or Montieth (ollege
at Wayne State University) which any alteruative institution must face from the surrsundiag
community (c.f,, Federal City College), which praoprietary institutions and non-traditiomal
programs face from accrediting agencies (c.f., Marjorie Webater Community College »r the
managenent program ~f Artbur D. Little Corporation) and which a’l postsecondary education
faces from atate-wide cnordinating brards.,

Dependence upen aimplistic, hierarchic sets of criteria may exacerbate difficulties in
distinguisking between "system" as a dessriptive corstruct and "syatem" as a preseriptive
one., Thre prescriptive system in typfFElly conceptualized as irstrumertal; i.ET, it
focuszes urer meazurabie benefita. Measuripg the effects of social actioa programs is
traught with unreanlved queatinns (Rivlin, 1971:141,. This i3 not t» suggest that post-
secondary =ducation need nct respond to changing expectiaticrns «f a pluralistie soclety,
bu* rather to empi:azize that the very complexity of a multi-functisnal system may leaéd te
imposttion -~ stringent measuring devices and potentially abusive adminiatrative regula-

ti~ns,

The diztinctior petween prescriptive "syater" and descriptive "macri-system” (i.e.,
ir the sernse ~f rreservin: "functions. autonemy”) clarifies specifie rroblemn, anfé contairs
within it the jerzsibility or chunge and adaptatien w.thout lhzs of i~tegration; it
envislons future coambinaticnz--nat az a single monclithic methodology, but as a heuristic

maodel,

Priltical prozesz, The eontext of Fnstsecondary efucation posited ab-ve embodies a
varlety of interests, some 2 them sharef and ~thers eonflictirg. The macro-system
conStruct sugzest3 that the sbjective ah-uld n-t be to build a harmonious, clmsed
Structure, Tt sne capable of {dentifying frablems, develaping pryblem-selvirg
merisdalogies, ard 4elinating domalns wnieh demard value Judgrents. C-nafliet is eademie
wherever son (pacesges are of prime carncerrn,

-2
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"Conflict" iu this context is not inherently patr~logical nr destructive, but is a
natural consequence of crmplexity. Pressure to pursue mv.re goals end to become multi-
valued, increased pluralism in coustituencies, growing inter-orgenizational complexity,
bLurgeoning demands f.r power among interest groups affected by poustsecondary education -
these suggest th: necessity for a "bargaining" s>r "pnlitical process" model focusing
upon ¢ont'lict among competing grals in the context ¢ f limited res~urces for postsecondary
education. (This formulation uppears particularly apropos to convemporary governance
structures, both within and ameng institutions.)

Given the need to integrate a highly differentiated macro-system, conflict might be
seen as the central eclement of ~oordiuation in the formulation of such a "pnlitical
process.” Corntlict could be the key to essential systemic functinns since it enables
specific developmert of integrative devices, e.g., linking roles in the macro-system,
separate uplts which have auditing or ccordinating agenda, anl other structural mechanisms
intended to facilitate conflict-process end decision-making. Indeed, it appears that tae
macro-gystem could not funrtiou in the absencz of conflict.

Politiral process as characterizeu above appears crnssnant with Boulding's notion af
“develormental process" (1970:passim), which copes with a multiplicity of values considersd
to be of ~qual importance: "...the basic concept is that of testing...of individual
prepositiong and the gradual adjustments of the total system" (73-74). Bculding's for-
mulation is particularly pertinent in that he defines the learniug process itself in terms
¢? eo~nflict among human constructs:

++.the accumulation of knowledge is essentially a process by which map.'s
image ~r' the warld is eharged (34);

Knowledge...grows by the receipt of meaningful informatirn -- that is, by
the intake ~f messages by a knuwer whieh are capable of reorganizing his
know ledge (1956:54) . '

Folitical prosess, ther, is a cy~le of mutual modification through communication and feed.
back. 3ince in ruccesszful pnlitieal prrcenses deciui~ns are interim, value judgments
creur ln the uncertain envir-nment ef sresclved :onflist. Bouldirg (1956) provides

the numanistic epitome ~f his notin of "developmert pracess.”

A3 We rnve forward into a sselety ~f the skilled, such a society would seem
necessarily te ke based on extensive discussin, accurate feedbacks, a network
or mutual inforuatior channels, aud ca absence nf coercion (109).

J. Vietsr Baldridge (.971) partieularizes a political mrdel in examinivg aca’emice
governance, with emprasl- upon poll.y formulati-~n at the level of the university. Althaugh
Faldridge's ncdel drer »ot foeun upnn ma r--system concerrs, its general outlines appear an
Apt Rumary to the understandinge f couflict and palitical pr~cess framed above.

Raldrlixe's model (22) i3 synopiized av rallovwe:

(=4}
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Social Comtext Interest Legislative Policy Execution
Factors Articulation Transformation o. Policy - 1
pd 7 J

Splintered bressure of Translate Commitment .
Social Structure Interest Multiple Goals to Values '

/N\ Groups into Policy i

i A A

L --------- L- ------ -.--o—-—---—-'----—-----l

(feedback precesses: generation of new political conflicts)

The model recognizes the interim nature of policy decisions: a multiplicity of
{nterest groups has impact upon major decisions, but a democratic tendency exists
precisely because "...decision process 1is diffuse..." (193) in a milieu of negotiation,
Baldridge's concepts were framed in the context of the complex, but single organization;

.. they focus upon processes integral to the macro-system construct as well. For example,
although his conclusion "...no single legislative body makes binding policy decisions,
but instead a fragmented, segmentalized process occurs...” (192) is a result of

‘gegearch specific to a given university, such an insight gencrates observations, and

*suggests modes of conceptualizing processes in the macro-system. General applicability
of this specific mndel is possible because the suggested applicability is aimed at
analogical insights the model might further, rather than at holistic prescription of
procedures,

To summarize, changes occurring in structure and organization in postsecondary educa-
tion as a consequence of learner-centered reform can be conceptualized by integrating
Adelman's formulation of the university's mission in society (the "Culture Mart"), the
general systems notions of "macro-system” and "functional autonomy” (to focus upon the

. neeessary mutual adjustments among institutions and betveen institutions and thelr
constituencies), and the "political process" model of Baldrldge (to bandle the
conflicts which multiplicity engenders). The characteristics suggested by such an
integrated framework include:

1. the furthering of "comsent units" in a compulsory context
(e.g., experimental colleges, free universities, learning

exchanges),

: 2. the recognition of the "mosaic" aspects of soclety which
.- demand multi-functi~aal postsecondary education,

3., the "functionmal autonomy" of sub-units within institu-
tions and of institutions within state-wide systems,

4, the development and institutispnalization of dynamic
political devices and conflict-resolving processes vhich
can integrate pluralistic values.
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